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SYNOPSIS 
The aim of this study was to compare motivational techniques used in analytical 
laboratories in South Africa from. The three different size laboratories selected 
were: Those in large corporations, those in smaller companies and contract 
laboratories located in Gauteng.  
 
The researcher attempted to find an underlying lack of motivational techniques 
being applied in this particular industry. This was achieved through a qualitative 
interpretation of data gathered during interviews with the laboratory managers. 
The interviews investigated the motivational techniques being applied in 
accordance with well known theories on what motivates employees. 
 
The three laboratories selected were chosen because of their unique 
circumstances and to be able to ascertain if the motivational techniques being 
applied differed between laboratories as a result of the size of their environments.  
 
A literature review was conducted detailing the findings of well known authors 
and their theories on what motivates people. The research of Hertzberg, 
McClelland, Maslow and others mentioned in the review gave evidence to support 
the concept of motivation in terms of: What motivates employees and evidence 
that motivated employees work better improving productivity.  
 
The research methodology was a qualitative analysis of responses to semi-
structured interviews with the laboratory managers of the selected laboratories. 
The questions were divided into three sections. The first section dealt with the 
interviewee’s demographics. The second section focussed on the environment 
within the laboratory. The third section dealt with laboratory motivators being 
applied relative to the theories discussed in the literature review. 
 
From the results it was apparent that motivators were generally well applied in all 
three laboratories within the constraints of the organisations size and 
opportunities available. 
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The research was successful in demonstrating the influence of the work 
environment on motivators being applied as well as recognising common 
motivational techniques used between laboratories and organisations.  
 
Future studies should focus on the effectiveness of motivators being applied 
from the perspective of an analyst. Following this their views should be 
compared with the opportunities made available by the organisation and the way 
in which they are applied by the laboratory managers from different laboratories. 
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CHAPTER 1  
ORIENTATION 
 
1.1 BACKGROUND TO THE STUDY 
  
A staff motivation problem exists in South Africa in the relatively small unknown industry of 
laboratory analysis which has the effect of negatively influencing productivity creating a 
high level of staff turnover and low morale. As is mentioned in literature studies such as 
that of Abbasi, S.M. and Hollman, K.W. (2000), high staff turnover leads to poor staff 
development and a decline in productivity as a result of under utilized staff motivation 
techniques. However, although employee motivational techniques are a highly researched 
and understood topic it is poorly applied in many industries resulting in unfit working 
environments, declining productivity and high levels of staff turnover. Indications are that 
the situation also exists in analytical laboratories affecting small and larger analytical 
laboratories throughout South Africa. Krell (2006) proposes that high staff turnover, that 
has a negative impact on productivity, is as a result of management’s inability to translate 
corporate values by behaving consistently, communicating core company values and 
involving staff in the decision making process. Staff need to develop trust in management’s 
ability to translate these corporate values improving productivity and morale and therefore 
reducing staff turnover  
 
1.1.1 Analytical laboratories in South Africa 
 
Two of the most well known analytical laboratories in South Africa are the; CSIR (Council 
of Scientific and Industrial Research), which is the largest science and technology research 
organisation in South Africa, and the SABS (South African Bureau of Standards).  
 
The CSIR is situated in Pretoria and is represented in each of the nine provinces of South 
Africa. The organisation undertakes and applies directed research and innovation in 
science and technology to improve the quality of life of the country's people. The 
organisation receives an annual grant from parliament, via the Department of Science and 
Technology, which in 2004/5 accounted for close to 40% of their total income. The 
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remainder of the CSIR’s income is generated from: Research contracts with government 
departments at national, provincial and municipal levels, the private sector and research 
funding agencies in South Africa and abroad. Additional income is derived from royalties, 
licenses and dividends from commercial companies created by the CSIR.  
 
The parliamentary grant is intended to keep the knowledge base and facilities in the CSIR 
at the leading edge of technological development. It is invested in developing new areas of 
expertise, undertaking ‘pre-competitive’ research too risky for the private sector to fund and 
for training young researchers.  
 
The SABS is a statutory body that was established in terms of the Standards Act, 1945 
(Act No. 24 of 1945). The institution continues to operate in terms of the latest edition of 
the Standards Act, 1993 (Act No. 29 of 1993) as the national institution for the promotion 
and maintenance of standardisation and quality.  
 
As a result of this the SABS is responsible for:  
• Testing and certifying products and services standards  
• Developing technical regulations (compulsory specifications) based on national 
standards, monitoring and enforcing compliance with such technical regulations  
• Monitoring and enforcing legal metrology legislation  
• Promoting design excellence  
• Providing training on aspects of standardisation.  
 
The SABS recently aligned its activities with seven different industry sectors, each housing 
the whole range of SABS services pertinent to a particular industry. This change ensures 
easy access to products, faster reaction and turn-around times, and the creation of centres 
of knowledge excellence that will be easily available to clients. 
 
The seven industry sectors are:  
• Chemicals  
• Electrotechnical  
• Food and Health  
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• Mechanical and Materials  
• Mining and Minerals  
• Services  
• Transportation 
 
The SABS and CSIR therefore conduct the majority of the outsourced analytical and 
research testing conducted in South Africa. Outsourced testing refers to tests that 
companies are unable to conduct due to time constraints or because they are not equipped 
to conduct the necessary tests. In order to reduce analysis costs most firms have found it 
more cost effective to conduct their own analysis based on the amount of testing they 
require and the equipment needed. There is a growing importance for product and raw 
material testing to meet international standards in the global market. This has resulted in 
an increased demand for internationally accredited (ISO17025) testing facilities. ISO17025 
refers to the International Organisation of Standardisation that oversees the quality of 
management and the technical aspects of laboratory operations around the world. Contract 
laboratories handle the overflow from organisations that do not have the necessary 
facilities (accreditation, equipment and trained staff) or are unable to cope with their current 
work load and require faster turnaround times. This study focused on analytical 
laboratories within organisations catering for their own analysis needs and contract 
laboratory facilities. The purpose of the research was to assess what motivators are being 
applied and how they affect productivity and staff turnover. The motivators being applied 
were investigated relative to the factors influencing laboratories that function within larger 
organisations, within smaller organisations and contract laboratories. Influencing factors 
refers to the laboratory and organisation’s environment aimed at promoting productive 
analysis such as: size of the organisation, number of staff, equipment, management 
strategies and the training of staff.  
  
1.1.2 Motivation and productivity  
 
Motivation relates to the behaviour of humans which can be complex, irrational and often 
unpredictable. There are also numerous definitions of motivation derived from the Latin 
word movere, which means to move. Most of these definitions refer, in one way or another, 
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to an inner state that energises and directs behaviour toward goals. In this respect three 
interdependent elements namely, the need, the drive (or motivation) and the goal forms 
part of the motivation cycle which can be applied in any organisation. 
 
Historically, motivation theories were developed from traditional models to the human 
relations model to the current human resources model. The latter is based on the 
assumption that people can and want to make a valuable contribution. It is management’s 
task to encourage participation and create the right climate for the total utilisation of human 
resources (Smit & Cronje.1995:310). Content theories associated with the work of 
researchers such as Maslow, Hertzberg and McClelland, which emphasize the intrinsic 
factors that influence human behaviour have furthermore been developed. It should 
however be borne in mind that motivation is not the only factor that influences performance 
or productivity. A person must also know how to work (capability) and the environment 
(material, equipment, and physical surroundings) must be favourable for performing a task. 
This is of particular importance in the analytical laboratory industry. The content theories of 
Maslow, Hertzberg and McClelland that provide sound guidelines on human motivation will 
therefore be discussed in more detail in Chapter two. 
 
The research project investigated the motivators being applied by laboratory managers in 
their specific environment and the effect it has had on productivity and staff turnover. High 
staff turnover and low analyst morale is a common result of poor application of motivators. 
Poor application of motivators results in high staff turnover which has a compelling 
negative effect on the laboratory’s work environment. The negative work environment 
created results in increased pressure to meet targets as new staff have to be retrained. 
Hiring of new staff is associated with increased expenses and the disruption of 
relationships that exists within the laboratory necessary to promote team work. 
 
Productivity in a scientific analytical environment incorporates such things as precision, 
accuracy and reproducibility. Productivity is therefore not just a measure of physical work 
output as it can be mistakenly associated with ignoring the important aspect of quality of 
output. Measures of quality of work in an analytical sense can be determined through the 
amount of retests conducted, results out of specifications and failing accreditation 
inspections. Accreditation inspections are carried out by inspection bodies such as: ISO 
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(International Organisation of Standardisation) and the MCC (Medicines Control Council). 
These inspections ensure that laboratories comply with testing regulations and other 
aspects of total quality management (TQM) which governs analysis activities in analytical 
laboratory.  
 
This study focussed on motivation within a relatively small number of laboratories and is 
therefore open to future research. As the study is of a qualitative nature, the motivators 
being applied and the laboratory’s work environment were gauged from responses to 
questions put to laboratory managers during interviews. The research methodology will be 
addressed in chapter three.  
 
1.2 PROBLEM STATEMENT 
 
Ramlall (2003: 63) refers to work by Abbasi (2000) where he states that a lack of 
motivation often engenders far reaching consequences and, at the extreme, may 
jeopardise the organization’s objectives. There may furthermore be a brain drain that 
negatively affects innovation and causes major delays in the delivery of services and the 
introduction of new programs. The smartest and most talented employees are the most 
mobile and the ones who are disproportionately more likely to leave. 
 
It is therefore apparent that employee motivational techniques are major contributors to the 
environment created within a firm which influences the way people behave and respond to 
external stimuli which in turn influences work output. The problem lies with the apparent 
lack of attention that is paid to the positive effects of motivating staff in this specialised 
environment to obtain the required response from analytical laboratory personnel to 
achieve company objectives.  
 
1.3 PURPOSE OF THE RESEARCH 
 
The proposed research dealt with the topic from a laboratory manager’s perspective 
relying on their responses to the interviews that were conducted. The questions asked 
during the interviews focussed on: motivational techniques being used relative to 
researched theories and the environment which exists in the laboratory. 
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The purpose of the study was therefore to successfully establish links between a positive 
motivating work environment and the influence such an environment has on output, staff 
morale and staff turnover. In the end this research established an opportunity for managers 
and other personnel to recognise the positive effect of motivating staff to achieve desired 
outcomes within an analytical laboratory environment. There is no doubt as to the 
advantages of motivating people to raise the level of their performance but what this 
research established is exactly what techniques seem to be most frequently used, if any at 
all,  and which techniques are the most effective between different laboratories. 
  
A challenge that arose in conducting qualitative research is that of developing a relatively 
accurate means of gathering information that will establish the influence motivational 
techniques have on staff. This required objective responses from managers on how they 
perceive the effectiveness of their employee motivators. This required that managers were 
able to effectively gauge their ability to motivate staff and recognise the outcomes. 
Managers were required to understand their role in motivating staff and the effect this has 
on increasing productivity and reducing staff turnover.  
 
The study also investigated differences that exist between three types of laboratories 
namely: large laboratories within large organisations, small laboratories within small 
organisations and contract laboratories whose sole business is that of outsourced analysis. 
The research attempted to support the notion that little or no attention is paid to the 
importance of motivators within an analytical laboratory environment. This is due to the fact 
that work performed by analytical laboratories is not completely understood, and therefore 
the importance thereof is not fully recognised. In addition to this notion the situation exists 
where laboratory analytical personnel demonstrate a high level of mobility in the 
workplace. This notion is as a result of the importance of expertise and experience not 
being recognised by laboratory managers. 
 
1.4 VALUE OF THE RESEARCH 
 
Though motivation of employees is a pretty well understood and heavily researched topic 
as can be seen from the references dating as far back as Gellerman (1963), there will 
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definitely be variation from industry to industry and between sectors as to the approaches 
used and the outcomes thereof. The analytical laboratory sector of the manufacturing 
industry is not a particularly large sector though it is quite a unique independent sector. As 
a result of this it brings to light previously unknown aspects of employee motivation. More 
importantly this research highlighted the possible under appreciated benefits of properly 
controlled motivational techniques to improve productivity and employee attitudes. 
 
The value of developing a motivational structure within analytical laboratories suggests that 
management should in future take cognizance of this by applying the research outcomes 
to encourage employees to work to their full potential. It would be furthermore in the 
interests of managers to take notice of such research results in an attempt to stay 
competitive in an open global market which relies heavily on the competitive advantage 
obtained through improved productivity. On a smaller scale the value of this research will 
assist managers to meet their output targets and budgetary constraints through increased 
productivity from a positive work environment. 
 
Possible future research may cover a comparative study of motivational techniques 





The primary objective of the research project was to establish whether employee 
motivators in analytical laboratories are underutilised and under valued. As a result 
laboratory managers are faced with low levels of productivity and high staff turnover. To 
support the primary objective the following secondary objectives attempted to: 
 
• Establish what types of motivational techniques are most commonly used in an 
analytical laboratory environment and which appear to be most effective. 
• Explore management views towards their responsibilities in motivating staff to 
achieve corporate goals, i.e. does management generally believe that staff are 
required to be self motivated or does management have a role to play in creating an 
environment that supports self motivation.  
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• Analyse possible relationships between motivational techniques used, or a lack 
there of, staff turnover and the quality of laboratory output. Research findings were 
examined against situational information: Management’s experience in the 
analytical field, their qualifications which are purely on a scientific level, additional 
training received by managers and organisational influences such as strategy 




In order to reach the objectives mentioned in Section 1.5 the methodology followed in this 
study was twofold. It comprised of a literature review as well as an analysis of the 
responses obtained from laboratory managers to questions asked during interviews. The 
questions put to the laboratory managers covered issues raised by the study. The 
methodology followed can be summarised as follows: 
 
• The proposed research design followed a qualitative method of an exploratory nature. 
The research design is the plan from which the information was obtained from the 
research participants. The research design describes how the data was obtained with 
a view to reaching conclusions about the research problem (Welman, 2001). For the 
purpose of this study the data analysis method was an individual interpretation of the 
collected data proving the validity of the primary objective and as supported by the 
secondary objectives of the study. 
 
• Sampling: The gathering of data was in the form of a qualitative survey analysis of 
three analytical laboratories in Johannesburg. The methodology of a qualitative case 
study was used. It will therefore be bounded in terms of units of analysis as well as 
methodology. 
 
The sample population consisted of three Laboratory Managers from three analytical 
laboratories selected for the research. Purposeful non-probability sampling was used 
(Wellman, 2001) to select the three laboratories based on their varying environments. 
In order to be selected for the research the laboratory managers must have been 
working in their current position for more than a year.  
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• Data collection: Data collection was by means of personal interviews conducted with 
laboratory managers from selected laboratories. Interviews were carried out by the 
researcher based on questions concerning areas of interest valid to the research 
outcomes. Unstructured questions from the researcher were based on the 
participant’s responses to the structured questioning. For this reason the data 
collection was of a semi-structured nature (Wellman, 2001). 
 
• Data analysis: Data gathered was analysed on a qualitative basis and relationships 
were recognised between levels of staff motivation, staff turnover, management’s 
abilities and the organisational environment. The data analysis method was an 
individual interpretation of the collected data.   
 
• Results were regarded as confidential and were only intended for use in this study. As 
a result of participant’s responses it was possible to recognise factors influencing 
motivation in the laboratory environment. Therefore the researcher was able to reach 
conclusions based on a qualitative assessment of participant’s responses by 
individual interpretation. 
 
The demarcation of the empirical study, Interview procedure, methods used, 
confidentiality, the design of the sample, the size of the sample, the interview questionnaire 
design, the coding of questions, the editing of participant’s responses and the capture and 
manipulation of data are discussed in detail in Chapter three. 
 
1.7 CONSTRAINTS TO THE STUDY 
 
The study was limited to analytical laboratories within a large company, a smaller 
organisation and a contract laboratory. The focus was on analytical laboratories and not 
research laboratories as the emphasis was on productivity in an environment that is 
pressurised by production output and market demands. The constraint here was time 
pressure as managers have analysis targets to adhere to, and found it difficult to allocate 
time for the interviews. Interviews were however scheduled well in advance and enough 
time was allocated to be able to complete all the interviews in a satisfactory manner. 
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1.8 STRUCTURE OF THE STUDY 
 
Chapter 1 Background to the study 
 
Chapter one covered a general overview of the problem selected for analysis giving 
background into the topics being covered and the importance of research into these fields. 
The chapter provided a background to the problem and its development. Some insight into 
the industry was given for further understanding of the problem and research objectives. 
 
Chapter 2 Literature review  
 
Chapter two reviews the literature available related to the concept of motivation in terms of 
the following: What motivates employees, evidence that motivated employees work better 
improving productivity, what productivity entails in an analytical laboratory and what are 
considered to be motivators in this unique environment.  
 
Chapter 3  Research design and methodology 
 
Chapter three deals with the research design as well as the methods being used to: 
Formulate appropriate questions to be used in the interviews, reasons why the three 
laboratories were selected to participate, collection of data, and the interpretation of 
responses. The research, which was a qualitative study of the working environment within 
testing laboratories, was based on responses from laboratory managers during personal 
interviews.  
 
Chapter 4  Research results and analysis 
 
Chapter four covers the analysis of the results which was by means of a qualitative 
analysis of the responses obtained from the laboratory managers responsible for 
overseeing the laboratory’s activities and effectiveness of the laboratory’s operations. Data 
gathered was used to establish: The demographics of the participants, information about 
the environment in which they operate and the effectiveness of the motivators being 
applied under these circumstances. From the responses relationships were noticed 
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between the various factors that influence the motivation employees such as: 
Management’s capabilities, organisational values, future prospects and staff turnover.  
 
Chapter 5 Conclusions and recommendation 
 
Chapter five ends the study with an evaluation of objectives, conclusions and relationships. 
The findings supported the notion that analytical laboratories are unmotivated which results 
in low levels of productivity and high staff turnover. Motivators were found to be 
infrequently or inadequately applied by laboratory managers. This was as a result of: 
Laboratory management’s belief that laboratory personnel are required to be self 
motivated, management that lacked the training necessary to create a positive work 




Chapter one briefly summarises all aspects of the research project in terms of: The 
purpose of the research, a brief description of the background to the study, the methods 
that were used to research the topic and the means of assessing the current work 
environment and motivational techniques in use. 
 
Chapter two will review the literature supporting the use of motivational techniques to 
improve productivity, what productivity and motivation entails and the effect high staff 
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The positive effect that staff motivation has on productivity is common knowledge to 
managers in most industries. The problem lies with recognising the lack of motivators 
being applied or the miss interpretation of what is meant by motivators. In this respect 
manager often make the mistake of believing that employees are required to be self 
motivated and that it’s not their responsibility to motivate individuals to obtain maximum 
return in the form of productivity. However without the creation of a positive work 
environment by management, with the opportunities available necessary to support one’s 
self-motivation, maximum productivity will not be achieved even amongst those highly 
motivated employees.  
 
Information for the literature review was obtained from: University library text books, 




What motivates people in the work environment is a highly researched topic. 
Understanding what motivates people to work more productively and effectively can only 
be achieved by understanding what motivating factors are necessary to achieve this. The 
theorists of motivation, as mentioned in chapter one, have the following understandings of 
the factors contributing to employee motivating factors: 
 
Sigmund Freud developed the theory ‘X’, which stipulates that employees in general are 
lazy, unmotivated and not interested in working. Employees will refuse to take 
responsibility and must be rewarded, coerced, intimidated or punished to achieve the 
desired results. This ‘stick and carrot’ management theory however creates a negative 
environment that stifles any creativity. In understanding the factors that contribute to 
motivating employees, other theories for instance that of McGregor prove more positive 
and believable in our modern society. 
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McGregor developed a theory contradicting Freud’s theory known as theory ‘Y’. He 
believed that people want to learn and that work is an activity in which they can develop 
self-discipline and self-development. In this environment employees don’t see financial 
incentives as motivating factors but the freedom to take on challenging tasks and 
demonstrate creativity as a motivator. In this instance it is the manager’s responsibility to 
ensure that the employee’s idea of self-motivation through the desire to develop self-
discipline and self development is used to the advantage of the business to achieve the 
desired productivity. In order to achieve this, good leaders will allow people to develop 
freely inspiring creativity (Accel-Team.com, 2005). 
 
Maslow developed a theory contradicting that of Freud and supporting McGregor’s theory 
‘Y’. He believed that employee motivation comes from a hierarchy of needs. Each level 
from the lowest need to the highest need being required to be filled before the next 
motivational level can be considered. The five levels that Maslow recognised are: 
 
• Basic needs: Food, drink and shelter, safety needs: protection against danger, 
threat, and deprivation. 
• Social needs: The need for belonging, acceptance and friendship. 
• Self-esteem needs: Reputation and status.  
• Self-actualisation: The need for realising one's own potential for continual self-
development.  
 
Maslow postulates that the lower levels of the hierarchy have to be satisfied first. Only 
when these needs have been satisfied will the individual strive to satisfy the higher needs. 
For example, hungry, cold people will seek food and shelter first. Once they are well fed 
and comfortable, they will turn their attention to higher needs, for example the desire to 
associate with others. 
 
The semi-structured interviews conducted with laboratory managers made it possible to 
establish whether the organisation provides employee needs based on the theories of 
McGregor, Maslow and other theorist mentioned later. Does the organisation cater for: 
Basic needs - A fair wage, a meal and rest facilities. Safety needs - Job security, safe 
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working conditions (a very important consideration of employees a laboratory 
environment), and pension schemes. Social needs - By introducing team work and 
perhaps providing social facilities like clubs or sports pitches. Self-esteem needs - How 
others perceive those around them at work which is associated with rewards such cars, 
offices and job titles. Making provisions for employees to further their qualifications through 
career development and study sponsorship is a common motivator used to boost self-
esteem. Self-actualisation - Employees achieving their full potential. A business must 
ensure that promotions are possible and that there are opportunities for employees to 
develop freely inspiring creativity from individual’s initiatives. Remuneration, and the way it 
is paid, can furthermore affect motivation to work. Monetary incentives for jobs with difficult 
hours will usually encourage people to apply for the position. A loyalty bonus can be used 
to persuade workers to stay with their employer for an extended period of time. Employees 
may not want to work longer than their contracted hours but they can often be persuaded 
to do so by receiving a higher rate of pay. 
 
In addition to monetary incentives there are incentives such as ‘payment in kind’. Instead 
of giving financial reward the employer might provide: Health insurance, training and skills 
development, time off, flexible working hours, extended study leave and career guidance. 
Making employees aware of these opportunities aids in developing a positive work 
atmosphere structured around team work. These are therefore strong motivators within an 
analytical laboratory environment. Such incentives are easier for laboratory managers to 
provide as apposed to financial rewards. Laboratory budgets are very limited and financial 
incentives are low. A good payment in kind incentive will make an employee reluctant to 
leave the business. According to Ichiniowski, Shaw and Prennushi (1997:291), productivity 
regressions were demonstrated in steel production lines. This was improved by using a set 
of innovative work practices, which included: Remuneration, teams, flexible job 
assignments, employment security and training, which achieved higher levels of 
productivity. This was in contrast to lines that used more traditional approaches of: Narrow 
job definitions, strict work rules and hourly pay with close supervision. Though analytical 
laboratories differ from steel production lines the underlying notion relates to productivity in 
a very structured environment. The results of the research conducted by Ichniowski et al. 
(1997:291) successfully demonstrated a positive relationship between the environment in 
which employees conduct their work and the influence this has on productivity. 
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Relevant to this study is the work of Grobler et al. (2002:536). Grobler researched 
management’s ability to recognize poor work performance and reduced productivity to be 
able to effectively get to the root cause of the problem. This would be a positive attribute of 
laboratory managers which would be demonstrated through signs of high productivity and 
low levels of staff turnover. 
 
Work by Hacker et al. (1990) is relevant to this project in terms of recognising the 
relationship between motivational conditions and work performance. This would require an 
understanding of fundamental motivational structures that are in place for achieving the 
desired employee behavior. The desired employee behavior is crucial for the efficiency and 
effectiveness of laboratory analysis work. The author furthermore analyses the differential 
effects of goals in information processing and determining performances such as the use 
of the technique of multiple goals in dual-task conditions. The authors describe a way to 
view motivational and cognitive processes and the interaction between both. 
 
Gellerman (1963) attempts to bring together the various theories on motivation and their 
influence on human behavior relative to productivity. Gellerman (1963) furthermore 
believes that it is human nature to require motivation to actually perform a task, to want to 
act, and the degree of performance is relative to the desire to want to act. In a laboratory 
and any working environment motivating an employee to want to perform to the best of his 
or her capabilities is the ultimate goal of any manager. The success of such motivators can 
be measured through productivity, staff turnover and work output quality. These 
motivational measures relative to the organisation’s working environment and the theories 
of McGregor and Maslow are the underlying topic of this dissertation. 
 
An appropriate way of describing the topic of motivation from a scientific perspective is 
used by Grant (1990) when he stated that “Motivation is a psychological force analogous to 
a physical force in that it is a vector quantity, possessing both magnitude and direction. 
Motivation is therefore the amount of effort that one desires to expend in a given direction 
(toward a goal). The amount of effort one does expend to reach a goal is assumed to be in 
direct proportion to the amount of effort one desires to expend. Alternatively stated, 
neglecting constraints, the amount of effort (energy) one expends in pursuit of a goal is in 
direct proportion to the magnitude of the force (motivation) that causes the expenditure.” 
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Along with an overview of many motivational theories Grant (1990) attempts to correlate 
the high costs associated with low performance and the use of penalties by management 
to obtain the required output. However it was noted that penalties are merely in place so 
that employees are aware of their existence and it is not the intention to rely on them on a 
regular basis.  
 
Keeping employees motivated is good for business. Motivated employees are more 
productive and higher productivity usually means higher profits (Essay Bank, 2003). In a 
service industry, as is the case with contract laboratories, workers who are well motivated 
will provide a better level of customer service. Service levels in the context of analytical 
laboratories refer to the accuracy, precision and consistency of laboratory test results and 
the time frame in which they are produced. Employees who are well motivated are more 
likely to stay with a company. They grow in experience and become even more valuable to 
their employer. If a business successfully keeps the employees it has, the cost of recruiting 
and training new employees is reduced. In an analytical laboratory context there are 
distinct levels of expertise that are required to perform certain tasks. The level of training 
and experience required by an analyst is directly related to the task required to be 
performed. 
 
According to Strelecky (2006) techniques employed by successful motivators include: 
Clearly articulating what needs to be accomplished and why. Leaders who often discuss 
business related issues with peers and superiors can mistakenly assume that employees 
understand or already know what they are trying to achieve. Successful motivators include 
involving employees in finding solutions as mentioned by Krell (2006). If employees are not 
included in decision making and resolving issues two things may happen: Those in the 
midst of action will feel that no one is listening to them and they will become unmotivated. 
Secondly decisions will be made without incorporating all the relevant data which 
negatively impacts on the progress towards the goal. In a laboratory context involvement in 
decision making and articulating what needs to be accomplished can be achieved through 
group discussions about failed test results or solutions to meeting customer’s demands for 
results as soon as possible. The results from such discussions are then communicated 
and understood by the entire department and employees are able to work towards a 
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common goal. Good motivators also link employee’s personal goals to that of the 
organisation’s goals. As a result of this, managers who are able to link employee’s life 
goals to their work environment will never have to be concerned with motivating staff. 
Negative people need to be removed from the team as their attitude may hold everyone 
else back who are attempting to achieve their goals. 
 
According to Strelecky (2006), to be a good motivator, managers need to explain the rules 
of the game. This means that if employees are given a task, they need to have the 
parameters or rules explained to them so that they do not become demoralised by 
managers changing the direction they are going, weeks into the project. Such instances 
may occur in a laboratory context when analysts are required to write operating procedures 
or develop analytical methods. On completion of the project or during the formulation of 
these procedures a manager may inform the analyst that the methods or structure being 
used is incorrect and that a method or structure preferred by the manager needs to 
applied. 
 
Highly motivated employees are less likely to leave a business environment in which they 
are happy even if they are not necessarily making as much money as they could be 
somewhere else. This proves that a positive work environment can be more valuable to 
employees compared to monetary compensation.  
 
Research conducted by Larry Haftl (2006) revealed that the way employees are treated 
emerged as the most important motivator. Being flexible about employees taking time off 
and treating employees as responsible adults is a strong motivator. He states that just 
giving employees money isn’t necessarily a motivator. The shops on which Haftl’s (2006) 
research was conducted showed low labour turnover. Haftl noted that good communication 
through regularly scheduled meetings to: Exchange ideas, air complaints, talk about their 
concerns and the work that was coming up was critical to motivation. Haftl also noticed that 
the rate of labour turnover was usually much lower in smaller companies where everybody 
gets to know each other well. Employees know each other’s strengths and weaknesses 
and they know that if their work is substandard it will hurt their company more than if they 
were working in a larger company.  
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Laboratories often form a very small though essential part of larger corporations and as 
mentioned by Haftl (2006), the contribution of employees can go unnoticed with a 




Productivity is the process of increasing the value of output and reducing the time required 
to create value according to an article by Pavlina (2005). Productivity is further defined to 
include influencing factors such as resources available and energy required. The measure 
of productivity will eventually equate to time spent creating value.   
 
According to the article by Pavlina (2005) on personal development for smart people, the 
main limit of time-based optimisations is that the optimisation process requires an input of 
time itself. Pavlina (2005) argued that it takes time to save time. In this respect the more 
time invested in optimising time usage, the greater the initial time investment and the 
greater the need for a long-term payoff to justify that investment. This is not to ignore the 
importance of value which in an analytical laboratory environment refers to the quality of 
test results. Test result quality relates to the accuracy and precision with which test are 
conducted within analysis lead times. Lead times are estimates of the time required to 
complete a particular experiment taking into account preparation time, run time and results 
analysis. Lead times generally do not cater for equipment downtime, equipment 
unavailability and other resource deficiencies. Therefore focussing only on the time aspect 
of improved productivity leads to inconsistent, inaccurate results reporting which makes the 
improved productivity based on time irrelevant.  
 
Two methods of motivating staff to be more productive were tested in research conducted 
by Dickinson (2001). The author investigated the varying consequences of ‘the carrot vs. 
the stick’ methodology of improving productivity. The ‘carrot’ relates to positive motivation 
to improve productivity. Positive motivation could be incentives for targets being met such 
as profit sharing and bonuses based on individual or team performance. The ‘stick’ refers 
to the negative aspect of penalising individuals for not meeting targets resulting in low 
productivity. The results showed that, “rewards or penalties based on an individual's 
contributions are usually the most effective in eliciting higher team contribution levels. The 
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additional efficiency improvement due to certain incentives showed that, while an incentive 
scheme would be more costly to implement, employers can often expect to receive more 
team effort in return. A key result of the study is that different types of incentives interact 
differently, for example, Dickinson (2001) found that negative incentives such as a 
monetary fine increased efficiency by six percent more than positive incentives such as 
financial reward. 
 
2.4 STAFF TURNOVER 
 
Ramlall (2003: 63) refers to work by Abbasi (2000) where he defines employee turnover as 
the rotation of workers around the labour market; between firms and occupations. 
Employee turnover is one of the most significant causes of declining productivity and 
sagging morale. The influence of current socio political events on company infrastructure 
has furthermore led to a change in the concept of employee loyalty and the negative 
connotations once associated with “job hopping”. 
 
Krell (2006) discussed the topic of employee trust in senior executives related to turnover, 
productivity and the profitability of a business. He proposes that the process of building 
and managing trust starts with defining corporate values. Once an organisation defines its 
corporate values, it must take additional steps to ensure that those vales are reflected in 
the words and actions of senior executives. Krell (2006) further proposes that to translating 
corporate values into behaviours will result in improved productivity and reduced staff 
turnover. Effective leaders need to ensure that they behave consistently, communicate in 
ways that support the core values, involve employees in decisions and measure employee 
perceptions of their leadership integrity. 
  
Research conducted by Watson Worldwide (2005) found that companies with high integrity 
generate financial returns (in excess of the cost of capital investments) that are twice that 
of companies with low integrity levels. Integrity is a measure based on employee 
assessments of senior management’s consistency, communications and other trust 
determining behaviours. 
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High employee turnover is costly to a company as new employees have to be recruited 
and trained. This further affects productivity on a time and value scale as time has to be 
spent integrating new employees into the work environment. Integrating new employees 
requires the re-establishment of effective work teams. Furthermore new employees need 
to become accustomed to the required quality of output and the targets that need to be 
met. New employees in an analytical laboratory environment also need to become 
accustomed with: Analysis techniques being used, operation of equipment, regulations 
governing analysis activities and methods being used which vary greatly between 
laboratories, organisations and industries. This further demonstrates the advantages of 
implementing motivational techniques to hold onto experienced analysts who are well 




From the literature it is clear that creating an environment that supports and motivates 
employees results in increased levels of productivity and reduced staff turnover. It is 
furthermore at the discretion of laboratory manager to decide what type of work 
environment they wish to create to improve productivity. The effectiveness of how 
motivators are implemented is dependant on the environment in which these techniques 
are being used. Examples of motivators mentioned in the review include: Financial reward, 
payment in kind, penalties for poor performance and freedom of expression. Furthermore 
laboratory performance incentives schemes, within large corporations, differ from that of a 
small contract laboratory. This is as a result of less external factors that need to be 
considered such as unions and motivators that vary between departments. 
 
Chapter three will describe the methodology used to research the relationships between 
the motivational techniques being applied in different laboratories based on the theories 
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The objective of the research project was to establish what types of motivational 
techniques are most commonly applied in an analytical laboratory environment. The 
evaluation of the motivators being applied was based on the research of motivational 
theorists such as Maslow and McGregor, referred to in the literature review. The motivators 
being applied were also evaluated in relation to the environment within the laboratory. It 
was therefore possible to draw correlations between employee motivators in a laboratory 
environment with researched theories on what motivates employees.  
 
This chapter deals with: The methods used to gather relevant data, confidentiality, the 
design of the sample, the size of the sample, the interview procedure, the design of the 
interview questionnaire, the coding of questions, the editing of participant’s responses and 
the capture and manipulation of data. 
 
3.2 QUALITATIVE RESEARCH METHODOLOGY 
 
3.2.1 The sample 
 
A qualitative method of research was selected to be able to, through semi structured 
interviews, ascertain what the situation is in the analytical laboratory environment in terms 
of motivational techniques being applied.  As qualitative research would imply, the 
researcher defends the conclusions reached through researched interpretation of the 
research data collected, Welman and Kruger (2001). 
 
The units of analysis, being the three laboratories selected for the study, were chosen by 
means of non-probability sampling. 
 
Three laboratories were selected to represent a variety of environments in which the 
laboratories operate. The laboratories selected were:  
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1. An analytical laboratory operating within a large corporation of more than three 
hundred employees. 
2. An analytical laboratory operating within a small to medium size organisation. 
3. A contract laboratory business. 
   
The selected sample frame provided the relevant information to gain a perception of the 
motivational environment within analytical laboratories. 
 
3.2.2 The data collection method 
 
A survey method, by means of semi structured interviews with the managers in charge of 
the selected laboratories was used to collect research data. Managers from the selected 
laboratories had to meet the selection criterion which required the managers to have 
worked at the firm for longer than a year in their current position. This criterion would allow 
managers to fully understand the environment that exists in the laboratory. In addition to 
this it allowed managers sufficient time to apply their own motivational techniques and 
assess the effectiveness of these motivators.  
 
The research was conducted by means of face to face interviews with the laboratory 
managers to be able to question further into responses obtained to the structured 
questionnaire. 
 
Participants were aware that their responses to the questions asked during the interview 
were confidential. This was done to promote accurate and truthful responses from all of 
those taking part in the survey. 
 
The questions were structured according to information from Welman and Kruger (2001, 
p165 – p171) and contained the following sections: 
Section A of the interview questionnaire dealt with the participant’s demographics. 
Section B dealt with issues describing the laboratories work environment. 
Section C investigated the motivators being applied in the selected laboratory’s work 
environment relative to theories on what motivates employees. 
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 SECTION A – Participant’s demographics 
 
A.1 How long have you been working in your current position at this organisation? 
A.2 How many years have you been working for? 
A.3 What is your highest qualification? 
A.4 What other courses have you completed? 
A.5 Who do you report to? 
A.6 Have you worked in any other fields besides analytical laboratories? 
A.7 How many different companies have you worked for?  
 
SECTION B – Laboratory’s work environment 
 
B.1 How many analysts work in the laboratory? 
B.2 What qualifications do the majority of analysts have? 
B.3 How many analysts working in the laboratory have been here for more than five 
years, between two to five years, less than two years? 
B.4 Is it laboratory policy to hire new staff first as temporary employees before they are 
given permanent contracts?  
B.5 If this is the case, how long is the temporary period? 
B.6 What are the laboratory’s working hours and are analysts ever required to work 
overtime? 
B.7 Is there a higher than expected rate of absenteeism? 
B.8 What are the different levels that exist in the laboratory for example: Junior analyst, 
senior analyst, supervisor and laboratory manager? 
B.9 What is the vision statement of the organisation?  
B.10 Are employees aware of the company’s strategy and direction it plans to take? 
B.11 How many people are employed by the organisation as a whole? 
B.12 How long has the company been in existence for? 
B.13 How many analysts have resigned in the last year? 
B.14 What is your involvement in the hiring of new laboratory personnel? 
B.15 What is the procedure for hiring laboratory personnel? 
B.16 What is your perception of the organisational structure?  
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B.17 Do you believe that it is a hierarchal ‘top down’ structure or is there integration 
between the levels? 
B.18 How are employees included in decision making on an organisational level as well 
as a departmental level? 
B.19 Are analysts assessed according to their work performance and how are these 
assessments carried out? 
B.20 Are the tests being carried out considered to be a health risk?  
B21 What does the organisation do to ensure the safety and health of employees 
working in the laboratory? 
B.22 What is your involvement with laboratory personnel and laboratory analysis being 
conducted on a day to day basis? 
 
SECTION C – Motivators being applied in the laboratory 
 
C1. How are employees included in the decision making process within the laboratory 
and organisation?  
C.2 By what means are they able to express their views? 
C.3 To what extent do you believe the organisation is responsible for motivating 
employees?  
C.4 In your opinion what is the organisation required to provide to ensure that 
employees remain motivated? 
C.5 How does an employee become self motivated? 
C.6 How does the organisation ensure employee development through training and 
development opportunities? 
C.7 What means, if any, do you use to coerce analysts to carry out the required tests? 
C.8 What signs make you think that analysis are always enthusiastic to carry out the 
required tests? 
C.9 Are employee remuneration packages inline with industry standards?  
C.10 How do you go about assessing what the industry standard is? 
C.11 What other income related benefits are granted to employees at all levels, for 
example: Company sponsored medical aid and pension scheme contributions? 
C.12 What examples are there where team work is an important part of ensuring that the 
laboratory functions effectively? 
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C13 What opportunities are there for promotion in the laboratory? 
C.14 What implications do the various promotions have on the individual’s job description 
and benefits? 
C.15 How is the work carried out by analysts recognised for its importance and the 
contribution they make to the organisation’s goals? 
C.16 How do you ensure that what you need done is well articulated to those responsible 
for carrying out the tasks? 
C.17 How are analysts granted the freedom to make their own decisions? 
C.18   By what means are you as a manager able to demonstrate trust in employee’s 
abilities to get the required work done in a manner appropriate to the productivity 
targets? 
C.19 How are company targets communicated to employees?  
C.20 Do you feel they have the enthusiasm or drive to meet these targets? 
C.21 How do you ensure that sufficient resources such as chemicals and equipment are 
available for analysts to conduct their analysis? 
C.22 What time is allocated to time based optimisation to improve productivity in the 
laboratory? 
C.23 What techniques that you have applied have been most effective at improving 
productivity? 
C.24 What kind of penalties, if any, are imposed for poor work performance?  
C.25 Do employees have a means of assessing the effectiveness of management on 
various levels, such as: Their ability to motivate, communication skills, knowledge of 
laboratory operations and work ethics? 
C.26 If such an opportunity exists how are the results dealt with? 
C.27 Have you ever experienced analysts with negative attitudes that influence others in 
the laboratory?  
C.28 How have you dealt with employees negatively influencing other employees? 
C.29 In the past if you have recognised a negative environment developing in the 
laboratory how have you dealt with the situation? 
C.30 From your experience what are the main reasons for a negative environment 
developing? 
C.31 What do you feel inhibits your ability to motivate laboratory personnel such as the 
influence of the organisation’s culture, budget constraints, poor communication, etc? 
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C.32 Which of the following incentives does your company offer employees? Describe 
the requirements that must be met in each case to receive the incentive. 
 
• Performance pay. For example bonuses for meeting production/analysis targets. 
• Yearly raises in-line with or above inflation figures. 
• A thirteenth cheque. 
• Additional leave granted to employees for long service. 
• Study grants. 
• Internal and external career development training courses. 
• Awards that recognise good work performance such as half days off, lunch 
vouchers, company products etc. 
• Year end functions or company sponsored departmental events (lunches, sports 
activities etc.) 
 
3.2.3 The response analysis 
 
The analysis of the information obtained from the semi-structured interviews was based on 
the researcher’s records and notes taken during the interviews. A more complete report of 
participant’s responses was compiled after the interview. 
 
Welman and Kruger (2001, p191) state that qualitative research is not concerned with 
methods and techniques to obtain appropriate data for investigating the research 
hypothesis, as in the case of quantitative research. Qualitative data is based on meanings 
expressed through words and other symbols or metaphors. Therefore the technique used 
to search for relationships from the information obtained from the semi-structured 
interviews was based on inductive reasoning. Induction reasoning, sometimes called 
inductive logic, is the process of reasoning in which the premises of an argument supports 
the conclusion but does not ensure it (Wikipedia, 2006). It was therefore used to ascribe 
properties or relations based on limited observations of variables within an analytical 
laboratory environment. Corelations were drawn between the participant’s demographics, 
the laboratory’s environment and the motivational techniques being applied. Although 
correlational relationships were recognised they could not be considered to be causal. 
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Though the methodology is based largely on the opinions of those involved in the study, 
attempts were made to avoid misinterpretation and bias through well worded questions. 
Further more, questions asked during the semi-structured interviews were explained and 




The qualitative research methodology focused on a smaller selected sample as apposed to 
the samples of quantitative studies. From this the researcher was able to find relationships 
between the variables: The laboratory’s environment, the participant’s demographics and 
motivators being applied. Furthermore the motivators being applied where investigated in 
terms of researched theories which explain what motivates employees. The result of the 
research methodology was a tentative explanation of the effect of the researched variables 
on productivity and staff turnover according to the environment that surrounds the selected 
participants. 
 
The methodology enabled the researcher to reach the conclusions discussed in the next 
chapter as a result of the questions being well structured and relevant to the research. 
Through personal interviews the researcher was able to question further into participant’s 
responses to get a clear understanding of the influence the organisation’s environment has 
on the motivators being applied. From this understanding it was possible to make accurate 
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CHAPTER 4  




An overwhelmingly positive response from participants taking part in the interviews 
enabled the researcher to take an in-depth look into the motivational environment within 
the selected laboratories. Participants displayed well informed knowledge of their company 
policies and the opportunities that were available to employees. The interviews were 
conducted face to face with participants at their laboratory premises. This type of 
qualitative explorative research made it possible to question further into responses to the 
structured questions. The laboratories selected for the study gave insight into the 
motivators being applied from various perspectives. Participant’s varied according to: 
Experience, qualifications, their work environment, size of their laboratories and their 
perception of the importance of employee motivators.   
   
4.2 DEMOGRAPHICS, ENVIRONMENT AND MOTIVATORS BEING APPLIED 
 
4.2.1 Participant’s experience 
 
The laboratory managers that participated in the research project were from a variety of 
backgrounds. The largest of the organisation’s laboratory manager had been working in 
her current position for just over a year. In total the participant had been working for eleven 
years for four different companies. She was not as qualified as the other two participants 
but showed sound knowledge of company policies and procedures.  
 
The small to medium size organisation’s laboratory manager had been in her current 
position for one year. The participant had many years of experience in a variety of 
scientifically orientated fields.  
 
The smallest of the selected organisations analysed had a laboratory manager who is also 
the owner that had been in his current position for twelve years. The participant was the 
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highest qualified of the three managers and had experience in many scientific fields from a 
variety of organisations.  
 
All three managers interviewed had only worked in a scientific field all of them having 
completed small courses in management related subjects. 
 
4.2.2 The laboratory working environment  
 
The environment created within the largest of the organisations in question was as a result 
of their well formulated policies and procedures. Examples of the policies in place 
according to the semi structured interview were: Employees hired as temporary employees 
for two years with all the benefits of permanent employees. Employees were told after one 
week whether their appointment is inline with the company’s goals. The human resources 
department conducted the initial selection of new employees based on the laboratories 
requirements. The laboratory manager had the final say in the hiring of new employees. 
Appointment levels were limited in a small laboratory with only an analyst and senior 
analyst structure. Laboratory working hours were flexible and in accordance with industry 
standards. There had been no need for analysts to work overtime though they were willing 
to do so due to financial rewards. The organisation’s mission statement was in the form of 
a credo detailing their commitment to customers, the community, employees and 
shareholders. The organisation had been in existence for many years and hence their well 
established company integrated policies. The organisation was large and operates world 
wide and as a result much of the decision making and strategies came from the top with 
little input from lower levels. There were however many opportunities for employees from 
all departments to express their views though input into corporate objectives were very 
limited. Analysts were assessed quarterly by the laboratory manager and the human 
resources department. Their assessment results contributed to salary increases based on 
productivity. The environment within the laboratory is further influenced by stringent safety 
procedures assessing laboratory working conditions. The safety assessment was carried 
out quarterly by an external company and coincided with further training and check points 
of potential hazards.  
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The environment within the small to medium size organisation was governed by company 
polices that were less well formulated and restricted by financial constraints. The 
laboratory analysts came from a variety of backgrounds ranging from those with grade 
twelve qualifications to those with a bachelor of commerce degree. New employees were 
not subjected to a temporary assessment period but were considered to be under 
permanent probation. As with all the laboratories analysed working hours were flexible and 
seldom was there a need for overtime. Compared to the smaller laboratory in the largest of 
the firms there were many levels in the laboratory such as: Technician, analyst, senior 
analyst, supervisor and manager. The company vision statement was uninspiring and 
badly formulated contributing minimally to motivating staff. The laboratory manager was 
unable to quote the vision statement mainly due to the length and unimportance of the 
statement. The laboratory manager mentioned that she was in the process of formulating a 
laboratory specific vision as upper management seemed less concerned as a result of their 
own turmoil. Laboratory analysts were aware of the organisation’s strategy only as far as 
management was informed. One felt that managers were uninvolved and poorly informed 
about top level strategy if one existed at all. The process of hiring new employees 
displayed structure inline with that of other organisations. Contrary to this it appeared that 
the laboratory manager didn’t believe that there was much need for input from the human 
resources department. This was as a result of the laboratory manager questioning their 
capabilities. Much like the largest of the organisations questioned analyst’s contributions to 
decision making was through numerous channels though their input into major decisions 
was limited. This does not however mean that their input was not valued if well thought out 
and perceivable. The actually day to day operations of the laboratory were well formulated 
and able to vary according to daily requirements. Safety issues were taken very seriously. 
The laboratory manager met with analysts once a week to review the current work 
distribution and other matters that arose. Every six months analysts were assessed on 
their work performance through a Key Performance Areas (KPA) numerical assessment. 
The yearly company salary increase was divided amongst the laboratory analysts 
according to their results from the KPA assessment. 
 
The contract laboratory environment within the smallest of the organisations analysed was 
very informal without a specific vision or company specific strategy. The basic strategy was 
to keep existing clients and find new ones. Some of the company policies included: 
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Flexible working hours, decision making being the sole responsibility of the laboratory 
manager/owner though relevant input is possible through informal discussions. Such 
discussions were carried out with the laboratory supervisor. New analysts were subjected 
to a three day trial period to see how they interacted with other employees, as well as a 
three month temporary contract. Personnel growth within the organisation was limited due 
to minimal movement between levels in the laboratory though there were a number of 
levels such as: Trainee, analyst, senior analyst, supervisor and QA (Quality Assurance) 
manager. Sixty percent of laboratory employees had been working at the firm for more 
than five years, forty percent between two and five years and no analysts employed for 
less than two years. The owner is solely responsible for the hiring of new staff as there was 
no human resources department. Though the company is relatively small a hierarchal top 
down structure existed with little input from employees as to the running of the 
organisation. Assessment of analyst’s performance was again very informal. Any 
movement of employees within the laboratory was assessed based on the 
owner/manager’s perception of the employee’s ability to handle the new situation. The 
result of this informal assessment was then discussed with the employee. The 
owner/manager’s involvement with the laboratory’s employees on a daily basis was 
through personal interaction with analysts. The manager would walk through the laboratory 
questioning analysts on the work they were doing and assisting where necessary. The 
manager had an informal monthly meeting with the QA manager which was mostly to 
discuss quality issues. A small percentage of the discussion covered procedures and 
safety concerns.  
 
4.2.3 The motivators being applied in the selected laboratories 
 
The most common motivators being applied between the selected laboratories were: 
Making employees aware of the opportunities available to them and recognising the 
importance of communication and openness. Though the effectiveness of applying such 
motivators is based on the opinions of the laboratory managers, the findings were 
supported by further questioning. This revealed that the success of most motivators relies 
heavily on opportunities available and effective communication.  
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Motivational techniques being applied were investigated according to the well known 
theories of what motivates people covered in the literature review. The reviews of 
participant’s responses were ordered according to the size of the organisation from the 
largest to the smallest. 
 
The largest organisation researched had by far more opportunities available to employees 
as a result of the financial support available which contributed to the motivational policies. 
There appeared to be a good understanding of what was required to motivate individuals. 
The laboratory manager interviewed went as far as to say that she believed that the 
laboratory employees were “over incentivised.” She mentioned that the analysts were 
probably not aware of the fortunate position they were in, in comparison to similar 
laboratories from other organisations. The motivators applied within the laboratory and 
throughout the organisation were vast as a result of well orchestrated policies and the 
finances which backed these policies. Such motivators included: Monthly meeting which 
were held to bring up any issues relating to the analyst’s working environment, the 
environment was also monitored through a yearly survey of the company’s credo to ensure 
that they were living up to their claims. In addition to this employees were offered as much 
career advancement training as requested with no regard for cost, location or time 
required. Monthly remuneration packages were above industry standards and were 
regularly assessed by the human resources department to ensure that they remained this 
way. Included in the remuneration package was company sponsored medical aid and 
pension schemes, lunch that was paid for and transport to and from work was taken care 
of by company sponsored taxis. Motivators such as recognition of individual’s contribution 
through monthly and daily reports and a director who greeted all employees every morning 
during a walk through the organisation were applied. Testing requirements were well 
articulated through computerised networking. Organisational targets were communicated 
through the organisation’s vision statement as well as company wide knowledge of sales 
and production figures. Laboratory activities had more than sufficient resources to carry out 
the required testing as a result of a very large budget and the relative ease with which new 
equipment could be purchased. Such capital expenditure was approved through requests 
to the QA department. In addition to the already mentioned motivators the yearly credo 
survey allowed employees the opportunity to assess management’s effectiveness. If the 
above assortment of incentives was not enough there were other productivity related such 
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as: Pay for performance over and above that which was required of employees, a 
thirteenth cheque, study grants, yearly raises above inflation rates, year end functions, 
sports teams sponsorships and an annual ‘big five’ award where the top five performers in 
the organisation were awarded R30 000.     
 
The only potentially non motivators were as a result of the laboratory’s structure. A very 
structured work load with little possibility for individual decision making made analyst’s 
work load very specific to each employee’s capabilities with no possibility for team work. 
As a result of this the day to day work load could become very monotonous and 
uninspiring. The possibility for job specific movement within the laboratory was minimal as 
a result of the limited positions available and employees that stay in their positions for an 
extended period of time. There were however many opportunities to move into other 
departments. According to the manager interviewed a negative environment ensued upon 
her arrival at the firm as analysts within the laboratory felt that they should’ve be 
considered for the position of laboratory manager. The negative atmosphere resulted in an 
analyst going above the newly appointed manager to lay a complaint. Such conduct was 
considered to be improper and was dealt with quickly in the appropriate manner by the 
department responsible for handling these situations. As a result of this a more positive 
environment was restored within the laboratory.   
 
The small to medium size organisation researched appeared to have the required 
motivational policies and procedures in place. There was however a sense that they were 
not being applied or were uninspiring to employees to motivate them to strive towards 
achieving these motivators. Employees that showed a certain level of self motivation were 
assisted in achieving their goals though with limited resources. The laboratory manager 
made particular reference to motivators such as open communication, a safe, clean 
working environment and fair treatment of employees i.e. consistent treatment throughout 
the organisation. Analysts were encouraged to meet targets through team work, small 
though seemingly effective rewards for increased productivity and personal recognition for 
work well done. A specific chart was designed to make analysts aware of the requirements 
to be able to move to the next level which made the selection criteria very rigid but open 
and consistent. Employee remuneration was currently inline with industry standards though 
in the past was not. The human resources department reassessed employee’s salaries 
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and increased that which was not up to industry standards. The organisation made 
provision for benefits such as contributions towards a provident fund which ultimately came 
off employee’s salaries as a result of their total cost to company policy. The organisation 
did not contribute to employee medical aid. Team work appeared to play a large part in the 
effective laboratory operations with analysis being conducted on a First In First Out (FIFO) 
basis though changes were possible according to importance. Due to the numerous levels 
which exist in the laboratory there were promotional opportunities and changes to job 
descriptions and remuneration. Remuneration for promotions remained as a total cost to 
company assessment and no further benefits were granted.  Daily analysis requirements 
wee well articulated through morning meetings, the FIFO technique, priority labels and 
informal communication of urgent test requirements. Analysts were granted the freedom to 
make any recommendations to supervisors and mangers which were required to become 
QC (Quality Control) approved. The research and development department was allowed 
the greatest level of freedom due to the characteristics of their day to day activities. A 
certain level of trust in employee’s capabilities was shown through: Analysts conducted self 
inspection audits, ran daily meetings and reported directly to the laboratory manager or via 
the supervisor in charge. Company targets were communicated to analysts through senior 
management informing middle management who then passed on the information. Contract 
work output requirements were communicated by the laboratory manager to the laboratory 
analysts. Ensuring that the laboratory analysts had sufficient resources to carry out the 
required work was controlled by logging chemical usage, having efficient suppliers and a 
predetermined capital expenditure budget for new equipment purchases. The logging of 
chemical requirements appeared to be ineffective as a result of shortages that were 
experienced in the past. There was limited time allocated to time based optimisation to 
improve productivity with analysts being granted the opportunity to participate in only one 
external training course per year. Productivity improvements were recognised through 
personal recognition, team building events and the biannual KPA assessment. Poor 
performance would be brought to the analyst’s attention via their KPA rating. There was a 
limited means of assessing the effectiveness of management only through a grievance 
procedure could employees express their views. Any analysts that were seen to be 
negatively influencing the laboratory environment were dealt with on a face to face basis. 
From the laboratory manager’s experience she had found that often the negative attitude 
of an analyst can be as a result of something minor which can be effectively resolved 
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through open communication. In the past such situations arose as a result of a lack of 
recognition for an employee’s contribution relative to others or pay disputes. As far as the 
routine motivators are concerned employee increases were in relation to their KPA rating 
and money was allocated to study grants only if relevant to their job description. 
Employees were refunded for their study fees once the course was successfully 
completed. 
 
The laboratory manager felt that there were not enough company policies governing 
motivation and the funds allocated to motivating employees were not sufficient and limited 
her options. The organisation appeared to have many flaws in it’s basic motivational 
policies such as: The lack of medical aid contributions, no thirteenth cheque or pay for 
above average performance, no end of year functions, lack of flexible study grants, 
minimal time allocated to external training, basic recognition for long service, limited top 
management’s acknowledgement of employee and departmental contributions and a 
poorly developed strategic plan encompassing an uninspiring vision.  
 
The smallest of the organisations researched was run in a very informal fashion which 
appeared to be effective though no written policies governed motivational procedures. 
Interpersonal interactions appeared to motivate analysts through a sense of 
acknowledgement for the importance of their contribution. Employee involvement in 
decision making was on an informal basis and very limited. A positive working environment 
was created through analysts being aware of opportunities available to them and a large 
emphasis on team work and through effective personal interactions. The interviewee 
believed that analysts become self motivated through setting high standards and 
challenges for them,  allocating responsibility, making employees aware of opportunities 
for career development, making analysts feel comfortable within their working environment, 
removing employees that may negatively influence others and by ensuring that all the 
resources necessary for employees to carry out their work were readily available. 
Discussions were held on a monthly basis to assess if there were any requirement for 
more analysts or new equipment and the results of the monthly quality audits were 
reviewed. A relatively large amount of time was allocated to laboratory specific training 
which was mostly in-house. There was a limited allocation of time towards time based 
optimisation. Analysts were assessed quarterly by means of tests after which the results 
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were discussed with them. The laboratory manager spent time in the laboratory looking for 
any signs of discontent or negativity which was dealt with by open discussion. Employee 
remuneration packages were inline with industry standards and included other benefits 
such as company sponsored medical aid and pension schemes. A large emphasis was 
placed on team work which was left up to analysts to divide work between them and assist 
others to improve productivity. There were limited opportunities for promotion within the 
laboratory as a result of employees remaining in their position for an extended period of 
time and being a small organisation there were a limited number of promotional levels. The 
organisation’s informal policies believed in personal recognition for work well done which 
was achieved through personal interaction and small incentive gifts. Freedom for analysts 
to make their own decision was encouraged though within the constraints of the type of 
analysis being conducted. Trust in analyst’s capabilities was demonstrated through 
employees monitoring their own performance targets. Targets were communicated via 
meetings, test schedule boards, emails and personal interactions between supervisors and 
employees. The laboratory manager recognised the importance of making analysts aware 
of the opportunities available to them as an important contributor to employee motivation. 
No formal means of assessing management’s effectiveness existed though open 
discussion was encouraged. Other basic motivators included: Above average annual 
increases, awards for above average performance, cell phones, petrol cards and team 
building events. 
 
Being a small organisation there was a limit to the time and funds allocated to employee 
motivation though the informal policies that were in place appeared to be effective. 
Possible non motivators included: No financial assistance for external studies, limited 
employee contributions to top level decision making, a relatively small amount of time 
allocated to time based optimisation and then only when the need arose and a relatively 




The largest of the organisations appeared to have a very well formulated corporate 
strategy with excellent communication between levels and departments. A hierarchal 
structure predominated though employee involvement in decision making which influenced 
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their work environment was encouraged. The laboratory manager was aware of the 
organisations vision which was well formulated, simple to understand and motivating. This 
created a sense that a highly motivating positive environment existed as a result of the 
corporate strategy and structure.  
 
The small to medium sized organisation had a less well formulated vision which was 
uninspiring an un-motivating. The vision seemed to be created to cover all aspects of their 
business operations without being very inspiring or having much meaning to employees. 
The organisation displayed a very hierarchal top down structure with middle management 
concerns for the turmoil and instability demonstrated by the organisation’s leaders. The 
environment created as a result of this was less positive as the laboratory manager 
attempted to maintain a level of motivation within the laboratory with little support from the 
top.  
 
The smallest of the organisations researched displayed a more positive environment as a 
result of personal interactions between employees and upper management. Though limited 
financially to offer as many opportunities as the largest of the organisations in question, 
they managed to maintain a positive environment with the opportunities available to 
employees.  
 
What was recognised to be a defining positive attribute of the larger organisation, which 
influenced the environment within the laboratory, was well formulated polices governing 
the motivators being applied. The smaller less formal organisation relied less on structured 
policies and more on personal interaction with varying policies. With fewer departments 
and organisational diversity to deal with, the laboratory within a smaller organisation was 
able to function effectively with an informal approach.  
 
Motivational policies between firms depended largely on the financial backing which 
supported the opportunities available to employees. Well established multinational 
corporations placed a large emphasis on policy development and the importance of career 
development. Supporting this was evidence of above average employee tenure. For 
example, all laboratory analysts have been with the organisation for more than five years, 
one analyst in particular for seventeen years. The majority of the employees at the smaller 
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more informal laboratory have been employed for more than five years. In comparison to 
the rest the laboratory in the small to medium sized organisation showed an equal 
distribution of analysts employed for more than five years and those for less than five 
years. The larger of the organisations analysed demonstrated a high level of flexibility and 
more opportunities available to employees with significant recognition for productivity and 
the commitment demonstrated by employees.  
 
The general structure of motivational policies between organisations did not vary much 
which demonstrated that companies from a variety of backgrounds recognised the 
importance of motivating staff. A common trait amongst the motivators being applied was 
that it required employee’s initiative to make use of opportunities available to them through 
a degree of self motivation. As can be expected the structure of the organisations in which 
the three laboratories operated varied greatly which influenced the laboratory environment 
and the effectiveness with which motivators were applied. The variations and similarities 
between the laboratory’s motivators and influencing factors will be discussed in chapter 
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CHAPTER 5  




The general feeling amongst laboratory managers from the researcher’s experience is that 
successful people are required to be self motivated. The point raised in this research 
project is that managers and organisations are required to establish an environment with 
opportunities available for self motivated people to achieve their goals. From the 
responses to the semi-structured interviews it was clear that there are distinctly different 
environment which exists between the three laboratories analysed. Employee motivators in 
the various organisations were influenced by the environment in which they were applied. 
The environment was to a large extent created my company policies and structure.   
 
5.2 A COMPARISON OF THE SELECTED ORGANISATION’S MOTIVATORS AND 
INFLUENCING FACTORS 
 
In an article in the Sunday Times by John Mulder (2006) entitled, “good employees leave 
because of bad managers,” it summarised the responsibility of management as: Ensuring 
that employees have the tools to do the job, employees must know what is expected of 
them, employees must enjoy their work, be recognised for their contribution and 
encouraged to develop his or her career. Nothing was more apparent from the responses 
of all three managers interviewed that these conditions were pertinent to the motivation of 
employees.  
 
All three laboratories had an effective means of ensuring that employees had the tools to 
do the job. The largest of the organisations supplied resources in excess whilst the other 
two organisations were limited by budget constraints. The small to medium size 
organisation appeared to be less effective in the allocation of resources and funds for 
capital expenditure was more limiting than the other two organisations. 
 
Communication was proven to be an important aspect of employee motivation by ensuring 
that employees understood what was required of them and how to go about doing it. All 
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three laboratories had excellent communication within the laboratory by various means. 
The largest organisation held regular meetings and communicated via computerised 
networks. The medium to large size organisation held daily meetings, allocated work tests 
by means of a First In First Out (FIFO) work flow wall chart and communicated throughout 
the day as needs arose. The smallest of the organisations with its very informal approach 
relied on analyst’s abilities to structure the laboratory work flow. Other testing requirements 
were communicated via meetings and informal discussions throughout the day. Variations 
in external communication influencing the work environment within the three laboratories 
were as a result of the company structure.  
 
The largest of the companies had very structured policies governing communication 
between departments and levels which ensured that employees were always aware of 
changes, opportunities and were able express their views. In contrast the small to middle 
size organisation had less structure controlling communication throughout the organisation. 
Some policies were in place but appeared to be ineffective and employees were unaware 
of organisational strategies or the reasons behind company changes. An example of such 
lack of interdepartmental communication was demonstrated when three of the top 
executives left the company and employees were left to speculate as to the reasons for the 
sudden changes. The smallest of the organisations did not have many departments or a 
stringent strategic plan. The informal environment that seldom changed meant that 
employees were aware of any possible company changes, future plans and the firm’s 
current situation. Though communication within the various organisations varied according 
to effectiveness and methodology all three firms displayed a hierarchal structure where 
orders came from top down and future plans were uninfluenced by input from lower levels. 
In the context of the three environments that existed namely: A multinational organisation, 
a developing organisation and a privately owned company there was some understanding 
for the little importance placed on input from lower levels, especially when it came to 
strategy defining decisions. With this in mind it is the top down creation of policies 
governing conditions of employment, which executives are unwilling to change to adapt to 
a changing external environment, which negatively influences the organisation’s internal 
environment. This was apparent in the small to medium size organisation where company 
contribution to provident funds inevitably came out of employee’s monthly remuneration 
and no contributions were made towards medical aid. In a modern society management 
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should have high regard for employee’s health and wellbeing which ultimately influences 
productivity.  
 
Enjoyment of the work which one conducts on a daily basis is important for the creation of 
a positive motivating environment. Laboratory analysis can become mundane as a result of 
repetitive testing though managers demonstrated the ability to contribute to the situation to 
improve employee’s perception of the tasks they are required to carry out. This was 
evident in both the small to medium and contract laboratory where challenges were set for 
analysts to alter the repetitive nature of the daily routine. In addition to this team work was 
encouraged which meant that day to day analysis became more interactive as analysts 
learnt to support one another. The working environment within the large organisation’s 
laboratory was limited to a very structured procedural type of analysis with few changes to 
daily activities. This was a result of a total lack of team work and analyst interaction due to 
unrelated activities being carried out. Along with this there was little room for alterations to 
methods and procedures limiting challenges being set to purely productivity targets. In this 
environment the opportunities available far out weighed the mundane nature of the daily 
activities.        
 
Recognition for work done and the opportunities available for career development were 
viewed as quintessential contributors to employee motivation. All three laboratories placed 
great importance on these motivators though they varied according to methodology and 
effectiveness. The largest organisation with it very structured well formulated policies gave 
employees vast opportunities for career development as it was evident that they valued 
employee’s motivation to continually improve. The recognition for work done was more 
formal than on a personal level. The laboratory manager related performance recognition 
directly with productivity figures and monetary incentives were awarded to those top 
performers. The small to medium size organisation believed in career development on a 
limited scale. Career development opportunities only existed within the department and 
little time was allocated to external training. Recognition for work done was on a personal 
level and limited by financial constraints. It must be born in mind though that simple 
recognition amongst peers for work well done can be highly effective. It is important to 
recognise that motivating individuals can harm the team. In an article by Anne Field (2006) 
she discussed the negative effects of lavishly rewarding the top achievers within a team 
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and letting go of those non performers. This type of motivational technique based on a 
Jack Welsh ideology of ranking employees resulted in individuals striving to achieve the 
best possible result but at the expense of the team. The smallest of the organisations 
analysed recognised the importance of career development though little to no funds or time 
were allocated to external career advancement. All training took place internally and career 
advancement was possible through internal skills development and promotions. 
Recognition for work well done was on an individual basis as the team work that took place 
was not on a formal basis. The laboratory manager/owner, through his personal 
interactions with employees on a daily basis, was well aware of those above average 
performers in the laboratory. 
 
5.3 RECOMMENDATIONS FOR IMPROVING MOTIVATIONAL TECHNIQUES 
 
Not all companies are able to support the above average incentives offered to the 
employees of the largest multinational organisation analysed. This may be as a result of 
production time constraints or in most cases a lack of available funds. It was however 
proven by the smallest of the laboratories that creating a positive work environment does 
not necessarily rely on monetary rewards. Personal interactions and recognition for work 
well done proved to be highly effective. This was evident by the low levels of employee 
turnover and high levels of productivity measured by the continued success of the 
organisation. As important though was to support employee’s basic needs: Such as 
medical aid and pension fund contributions, job security, raises inline or above inflation and 
salaries equal to or above industry standards. The middle to large organisation fell short on 
these basic incentives though attempts were being made to adjust salaries relative to 
industry standards.  
 
Though the environments varied considerably between the three laboratories and 
organisations the overall idea of what motivates employees and what is required of 
managers remains consistent. The only differences were in the way these policies were 
implemented and how external factors affected their outcomes. It was apparent that 
organisational structure, vision and strategy played an important role in effective 
implementation of motivators. Organisations need to take cognisance of this by ensuring 
that employees are well aware of the company’s vision and plans for the future. Whether a 
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large or small organisation this provides a sense of job security and improves 
interdepartmental communications which ultimately influence what motivators are intended 
to achieve. It was apparent that personal interactions between management and 
employees was of utmost importance and effectively applied in all three laboratories. The 
personal interactions between upper management and employees from all departments 
proved to be just as important though was lacking in the small to medium sized 
organisation. Due to the fact that the industry in question was limited in terms of creativity 
as a result of stringent analytical methods and procedures managers were required to look 
for other means of creating a stimulating environment. This was achieved through team 
work, allowing analysts to be responsible for day to day operations and encouraging 
creative input into improving operations and productivity. The small to medium and small 
organisations valued the importance of team work and responsibility. The largest of the 
organisations though limited by the type of work being conducted failed to incorporate a 
sense of team work as analysts appeared to work in isolation. Even though the analysis 
carried out varied between employees team work could be encouraged in other areas 
stimulating a more positive environment. Creative thinking in all three organisations was 
possible though very limited as it did not appear to be openly encouraged. Channels in all 
three organisations existed for employee input though in the small and small to medium 
size organisations these channels were less formalised and relatively ineffective. The 
largest of the organisations had well formulated policies for employees to air their views. 
Having said this one got the impression that in such a large organisation that employee’s 
input would ultimately make no significant impression on corporate policies.            
 
All three organisations had motivational policies in place and employees were 
predominantly aware of the opportunities available to them. However the researcher 
believed that formal contact sessions and open discussions were necessary to ensure that 
employees were well informed of the opportunities available and that cognisance was 
taken of their input into what they perceive as being important motivators. Important to all 





A.L. TUTTELBERG        THE MOTIVATION OF PERSONNEL IN ANALYTICAL LABORATORIES 
  
5.4 RECOMMENDATIONS FOR FUTURE RESEARCH 
 
Future research should incorporate the views of employee’s in comparison to that of the 
laboratory managers versus actual productivity and employee turnover figures. In addition 
to this more in-depth research should be conducted into the influences of corporate 




The laboratory managers interviewed from the three organisations selected for the 
research project all demonstrated: Sound knowledge of company policies, knowledge of 
the opportunities available to employees and the importance of creating an environment 
conducive to motivating employees. The common belief amongst the laboratory mangers 
interviewed, irrespective of their organisation’s influences, was that a positive working 
environment was create as a result of: Open communication between employees, 
managers and departments, making employees aware of the opportunities available to 
them, encouraging career development, recognition for above average performances, 
personal interactions, team work and effective articulation of task requirements. Financial 
rewards proved to be less of a motivator compared to the environment in which employees 
work. The organisational structure and policies varied greatly between the three 
laboratories which had both negative and positive influences on the environment. The well 
formulated policies of the largest organisation appeared to be the most effective at 
promoting the requirements mentioned earlier for a positive working environment. The 
small to medium size organisation’s policies were less well formulated which resulted in 
poor communication between levels and departments. The confusion as to the direction 
the company plans to take resulted in a feeling of uncertainty throughout the firm. The 
laboratory which demonstrated a positive working environment appeared to function in 
isolation from top management’s poorly thought out and governed organisational policies. 
The smallest organisation had a relatively flat structure which supported effective 
communication between departments and levels within the laboratory. The organisation 
also demonstrated the importance of personal interactions and recognition within the 
framework of laboratory operations. Some of the policies in place were questionable such 
as the limited input employees had into company operations. Though, being a small owner 
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managed operation there were limited opportunities where employee’s input may be of 
value to the organisation. The strategic plan for future development was simplistic and did 
not require much creativity or external input. 
 
In summary all the organisation’s motivational policies incorporated the ideologies of the 
theorists on what motivates individuals. As was confirmed from the responses from 
laboratory managers McGregor’s theory holds true that people want to work and want to 
learn and are not necessarily motivated by financial rewards.  The motivators that Maslow 
recognised were apparent in all the organisations to a certain extent. Basic needs were 
fulfilled through job security, safety and remuneration packages which varied between 
firms. Social needs such as team work were apparent in the small and small to medium 
size organisations. Self esteem needs through recognition for good work was applied in all 
three organisations. Self actualisation was an employee related opinion that was not 
discussed. Personal interaction with employees gave the managers from all three 
organisations the ability to recognise poor performance and to get to the root cause of the 
problem which was believed to be a good motivator by Grobler et al (2002). Successful 
techniques of motivating staff such as clearly articulating what needs to be accomplished, 
as mentioned by Strelecky (2006), was well applied in all three organisations.  According to 
Krell (2006) employees need to be included in decision making and resolving issues which 
between the three organisations could be improved though such opportunities were 
apparent.      
 
A strong motivator and relatively well applied in the three organisations is treating 
employees as adults, allowing for time off and freedom to make their own decisions as 
supported by research conducted by Larry Haftl (2006). A poorly applied motivator, which 
is believed to be an important one by Pavlina (2005), is that of personal development 
through time based optimisation. By this he meant that time was required to save time. The 
small to medium and small organisations made provisions for internal training though there 









The research covered the application of motivators within analytical laboratories relative to 
the size of the organisation. The three laboratories selected varied according to the type of 
analysis conducted and the size and structure of the organisation in which they functioned. 
The literature review compared well known research on what motivates people. The 
theories covered in the literature review were then used to compile the semi-structured 
interview questionnaire. The methodology behind the qualitative study was to draw 
comparisons between the participant’s responses to the motivators being applied in their 
laboratory to: Theories on what motivates people and the influences of the environment in 
which these motivators are being applied. The participants from the selected laboratories 
were enthusiastic to partake in the research which enabled the researcher to obtain in-
depth accurate accounts of their individual circumstances. The research conclusions 
showed that though the laboratories varied in size and type of analysis being conducted 
that the motivators between laboratories were fairly similar. The major differences between 
motivators being applied were as a result of the size, structure and culture of the 
organisation which to a certain extent limited the laboratory manager’s application of 
motivators available. By far the most motivational opportunities were available to the 
analysts from the laboratory within the large multinational organisation. The medium to 
large organisations culture and corporate structured appeared to negatively influence the 
organisation’s environment. The laboratory manager was however was still able to apply 
motivators with the limited resources available. The smallest of the organisation’s 
laboratory applied similar motivators to the other two laboratories though within a tight work 
schedule and with limited resources. The environment within this organisation and the 
laboratory appeared to be the most positive of the three.  
 
The research successfully demonstrated the influence of size, culture and structure of an 
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